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Intfroduction

The teocher shoncge Is reol Desplte repons from several so,urt;es

which Indicate that the decline In student population will produce a

significant surplus of teachers; the Iatest report from the Natlonal
Education Assoclation Indicdtes that 37 states reported a critical

shortdge In dt ledst one reglon and In at least one cumicular area:

There are other signs of the broad based noture of this shoratage:

In 1972, 34% of dll Backglor Degree reciplents were

prepared to teach: By 1982 this number was 18% and
-continues to decline.

The 1982 squlyfqud demand reporl of the Asso-
ciation for School, €ollege and University- Staffing
indicated that 18 teaching fields'had a shortage

dnd that only two (Art & Physlcal Education ) hed

considerable surpluses: Eleven others showed some
suroius.

[he State of Georgia has hired a recruiter to find

out-of-state teachers to "reduce the number of
-feacher vacancies". ‘

The increase in school age popuilation will become
significant in. 1984 and could approach the peak.
numbers of the recent "baby boom". In the mono-

graph "A Profound Transportation™ produced by the
American Association of School Administrators; this
phenomena is shown to affect the educational
enterprise through the year 2000.

Several infiuences that will affect the intensity of the shortage are
aftitudes -dbout tedching, worklng conditions, and economic
condiﬂcns
. A study of teachers conducted at Sam Houston Stote UnIversIty
indicates that one out of three teachers is seriously planning to leave

the profession. Those who actually left teaching had_an average

salary of $14,112 after eleven years. of experience. This amount
compares to entry level salaries that average $20,000 per year in

competitive markets. Because of the size of this disparity, teachers
have developed a strong negative attitude towards theireconomic
status. As prospective teachers learn of theue attitudes they eliminate
themselves from teacher preparation programs. Consequently, fifly

per cent fewer students are entering preparation programs than in
1974; ‘
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As a result of information gathered In studies at the University of

Michigan; Georgla Southemn University, and Southwest Texas State -
University, It appears that working conditions are a great infiuence
on those leaving the profession: Of those who left afterone year, only
one fourth listed money as the primdry reason. Basic reasons clted
were lack of support from administrators, other teachers, and the
community and problems encountered In sponsoring extra class

activities 1ot related fo instruction. Money became more important
as years of experience Increased; however, the feeling of no support -

pemeated all replles. Teachers felt completely abandoned by
those whom they felt could and/or should be helping them.
Isolation; lack of communicatlon; lack of understanding and lack of
guldance were consistantly expressed as negative perceptions of
thelr work. Curlously, when administrators of these teachers were

contacted; they felt they had good orentatlon programs, com-
municated well with the staff and in general seemed unaware ofthe
problem. This phenomenon indicated a need for examining existing
strategies to see if they are effective. The development of a program
to protect against this communication breech is a major part of the
retentionstrategy. - S o
The lack of a change for advancement within the teaching ranks Is

aiso a significant negaitive influence for feachers. It is Indeed rare to
find a creative promotion system for teachers without their having fo
feave the classroom. Altematives other than administration-or—-

~— -counseling-are being seaght by an increasing number of teachets.
Changing economic condltions dre also causing concem. We

4 may be developing an aparthied society based on financial abllity

to move ratherthan racial superiorily. In times when only a portion of
the soclety can afford to move, the frustration level of those left

behind can only increase. It radically changes the only promotion
pattern now available to teachers-that of moving from a smaller or
less prestigious district to alarger or more prestigious district. In this
depressed economy It also makes It more difficult for districts to

financially support their teachers. The combination of these data
create an effect that is demoralizing for teachers. The stimuli are so
strong that leaving the profession seems to be the only viable
altemative.

" When these data are viewed coliectively; they indicate cleary that
an evaluation of present strategies for recrulting, orientation and
retention of employees should take place: Without new; effective

efforts, quallty will significantly decline. The next section of this
monograph presents some workable strategles gleaned from

~ districts that e now using them. All will not work for each district but

" they should provide a base f(:r improving any district.

o
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Recruitment Sfrdfégieé

Developing more refined recruitment sirategies is crifical fo solvlng

)

the problems community schools are now facing as they compete
for quality personnel. Administrators in these community schools
must design and Implement d plan for teacher recruitment that

speclﬂcolly refiects the needs and unlquenesses of the local district.

Effective recruitment designs generallyfocus on the foliowing topics:_

OErIendIIness of small communities
ePotential ior status availabie in_the prospectlve communlty
sFlexible programming to woik In one’s own interestdred

esmall enroliments facllitating individual attention to students

eDistrict focus of quality education programs .
eAdministrative supportfor professional growth and development
sPeer support environments e

.. eProfassionai growtr'ropponunitles
; ®Any special self-development opportunities avollcble such as
proximities to professional IIbrorIes or extended university

programs

Daveloping The Recrulting Sirategy

The key fo effective teacher recruitment Is encompassed In the

ability of the recriiiter to locate teachers who possess characteristics

which are congruent with the needs of the school: These ‘“ideal

characteristics” for many smaller schools usually include, but ore
not limited to; teachers who are

OCenIﬂed and able to teach in more than one subject matter

area or grade level.
ePrepared to supemnise severol exj‘rqcurrl,culor qcﬁvitles

sAble to teach a wide range of abiiities in a single ciasstoom

eAble to adjust to the uniqueness of the community in terms of

social opportunities; life styles, shopping needs, and continuous
scrutiny

As the recrultment stotegles ore devel,oped eoc,hfgtjbeﬁseﬁcgn;

copts must be expanded so as to represent specifically the true

needs and true characteristics of the community: The closer these
characteristics refiect the reality of working and living in a district the
greater the probability of securing and retaining quality teachers. -




_ Strategles now being used by school districts are presented as

practical suggestions for items to be included In the plan for
recruiting. ,

eThs saslest and mostefficient strategy for teacher recruitment is

based on a competitive salary and extra duty pay schedule.

The community is the key to this suggestion and _they will

‘determine the part that money will play in the recruiting effort.

iPatrons must make an overt decision to pay what s necessary
for attracting quadlity teachers. )
eAvely broad finge benefit package may be more attractive to

prospective teachers than salary. These benefits may include
such items as: e . R
—Pdid Insurance Premium (i.e: medical; hospliai, dental, life,
-and salary protector)
—Personal Leave
—Sickleave .
—Professional Leave o N
o= —Credif Unions.(l.e.Bodrd ofEducationmatches Y ofteacher
) contibutiony o
—Sick Leave Bank (some days of leave are in a “bank” to be
used by any employee who hds needs In excess of
available days. These are repald after they are used.)
eThe district can subsidize the cost of teachet retraining to fit the
needs of the school district, which offers the prospective

teacher a method to obtain an additiona! area of certification.

oThe district may offer fo pay the costs of a feacher eaming a
masters _degree; and Iin _tum, the teacher makes a com-

mitment to teach in the districtfor three years after receiving the
degree. 2
_ eThe disfrict may identify outstanding junior level education

majors in the various colleges and universities, select those that
meet the district's needs; and offer financlal assistance in the

form of scholarships. This agreement would be contingent
upon the student's willingness to sign a lefter ofcommitmentto

tedch in the school district for specific periods of time.
eAdminisiraiors could telephone d School of Ecucation and

request names of the highest ranking graduates in the field in
which personnel were neéded: School administrators would
then call the recomméndied gradudtes, explaining their pen-
chantfor quality and why they were interested in that particular

graduate. Paid trips to the district for these individuals could bé

aranged.

7




OThe distrlct may find it helpful to incorporote local commurﬂty

groups and potential support systems into pockoged recruit-
ment materials. This strategy uses community groups as the
featured organization on brochures or leftethead stationary so

that the potential recruit has afeeling of belonging to the larger
community:-

CSome districts have involved local businesses, welcoma

wagons, civic clubs and other groups in their actual recruiting
progresses and Interviews. The friendliness exhibited by some of
tnese groups has frequently facilitated hiring processes.

eThe distict may Identify and dctively reciult outstanding
tedachers in large districts dnd prospective tedcHers that were
raised and educated in smaller schools by reminding these

individuals of the many benefits they recelved whils growingup .

e — m a smalh‘d’ wn at?nosphere These benefits may include such

—A slower pace of Iiving

—Smailler class size with an opportunity to get to know each

" student as an individual
—Raising children in @ more controlled environment

—Opportunities for children to be involed in several extra- -
curmicular activities.

ePaying interview expenses of applicant. .

eAssist with secuiing moving loans or paying part of the cost of
relocating.

sAnanging for Interesttiee loans before arival of first paycheck.

eThe distict may emphasize teacher autonomy and direct

access to the administration.The teacher may be the only
personworking Ina specific subject matter areaor grade level,

thus having greater control over the learning outcomes(cur-

riculum) and the teaching methodology (instruction). The
chance to directly influence administrativeé decisions IS qulte

appeadling 10 many teachers.

eThe school disirict could provide less expensive housing for-

teachers.Thisrecruiting lded could be accomplished In several
ways:
The dlstrlct would Implement 1 vo,cotlonol eduggtlon

program in the building trades. The students would leam a



saisable skill (carpentry) and at the same time develop a

rental property for teachers. ,
The district could encourage members of the community to -

provide housing: The local banker can have his/her bank
provide less expensive housing;in the form of duplexes,

houses, or mobile homes. This idea Incorporates the

community as a part of the recruitment plan.

"eThe school distiict could encourage the business community -
to help by providing summer employment far fecchers-tHthe™
school rectuiter is-feasonably able o assure the candidate of

——"summer employment, he/she is more likely to accept the

position. The business sector in the community shouild welcome
the opponunity to hire quality individuals. Using this idea, both

_the commuriity and the school district receive benefits.

oin order fo atiract effective feachers, it may be necessary 1o

~ provide employment opportunities for the teachers spouse,
%  which can be accomplished through a joint effort of the" - -
community and thé school district. Administrators should

ancourage iocal employment sources to let the school district
recrulter know when they have job vacancles. The school
district may fill its needs for support personnel through the pool

of unemployed spouses. :

' The development of a quaiity small school depends directly upon

the quallty cf teachers employed. The administrator and hoard of
education In smadller school districts are primarlly responsible for

- -~ foache; employment. However, the community can provide addl-

tional recruliment incentives and should dccept some responsibility

for a quality educational program. Recruitment must become a
Joint venture_between the community and the school district, and
the development of a recrulting plan that invoives both should be
very successful. - .




o Infemewmg Strategles

Intervlewlng p,rospecﬂve dppllcants is a skill'that. must be tulty

developed if quality personnel are to be hired. The plan for
interviewing inciudes selecting the proper person as well.as the
propei strategies.

A sincerely interested interviewer is an asset thaf cannot be over-

emphasized. This typeof person is skilled in active listening
techniques dnd has bdsic positive feelings for the community for

"~ which he Is recrulting personnel. Recruits often respond more to

individuais and their styles and skills than to their positions or the
content they represent.

Intergigyglngﬁsj[qt@gles [nyo!ve selllng the district and screenlng
cppllcants Recruits will frequently select jobs after consldering
whom they might feel comfortable working with _and receive

reinforcement from. Interviewers should provide descriptions of

potentlal informal and formal peer support groups. This is typicallya
much stronger attraction than verbage concerning facilities and
equipment. -

In screening oppllccnts the interviewer will want to Iool@efully ;

at the degree to which recruits: \ - s

sWould be ocggpjlpg of the rurpl culture

eHave behaviors appropriate for the environment in whlch they

will be living .
eHave generic skilis
eHave interest consistent with local lifestyles
eHave interest in gaining knowiedge of the local community, its
political system, and history -
. GHavej_he ability to develop local and long dlsionce support

systems
Admlnls;trators should ernpl J Inforrndl checklists when Intervlew-
ing persons external to the community: It is importont that the same
data-are gotﬁefedcbout each'applicant so that valld comparisons
‘can be madé. The following ques’dons may be ofvaiue in developing

the Intervlewlng strategles:  » ) o

4. Wilithe: intervlewee s personcl traits ond gocls be compatlble with
those In the area? .

3
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i

. WIII the community provide’fﬁe necessdry social opportunities for

this applicant? -

. lwm the 'p'ogitlon provlcie a challenge toi the aﬁbiiéant? !

. Does the opplicont have hobbles or othet ovocotlonol interests

whlch initiate selt-entertolnment ond selt-sufﬂciency?

s the oppllcont genuinely Interested in Ieomlng aboiit the unique _

aspects of thls porticulor community?

. Isthe oppllcont hexlble enough to cross Interdlsclplinory lines as

fequired in an area of scarce speclollzed resources?

. Willthe applicant be able to cooperate with people with dlfferent

viowpoints?

l 4
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lndubtion_ Strategies

_ An effective Induction system cniains short ferm orientation
activities and long term personnel support programs. These pro-
grams should be bdsed on a specific set of goals that reflect the

' needs of new employees and are consistent with the phllosophy of

the school distict: It should be recognized that the full induction

a sound induction plan: :
. Establish communication processes within the school and
the district that will make teachers feel welcome and secure.

Help teachers become an integral part of the community:
. See that all employees recelve help In adjusting to thelr work
environments, -
Provide d vehicle for employees to integrafe through an
agressive orientation program. e . . o
. Pravide a cohtinuous (year long) orientation program that
reinforces these godls throughout the. year. . .

-

B wNI
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‘Pre-school/Beginning of the Year Activities

o) Develop an undersianding of the communily, especially, the

~ social, cutural, ethnic and religious make-up.
b) 'Mdké,iJiSIié,id institutlons such as libraries, museums, recrea-
tiondl facillities, major commerclal facilities and other places
__ ofinferest. . ' ' -
'c) Flan an open _exchange about community standards,
+ __ c.istoms and other uniguenesses. ‘

d) Pair beginning teachers with master teachers based _on

subject taught and/or physical neamess of the teachers. This

" action requires sigriificant_preplanning and a thorough
knowledger of the characteristics of each teacher. Its major -

benefitisto provide a continuous communication iink. Master
teachers who are 'c:'fp"cj_’rt’c_:’fth; buddy systetn should meet with

administrators regulatly to skchange experiences and Identify

- general problems that neegg be dealt with. S
e) Plan a series of sessioris to Communicate the school's
_operating philosophy and uniqueness to new staff members.

I3 —



:gafinuous Orlentation Activities

A. Plan special Inservices to be held throughout the year dedling
vith topics specifically directed toward beginning teachers.
These activities are planned to dove tail with the preschool
orlentation dctivities.

8. Appoint someone o be responsible for helping the beginning

teacher fumish and set up her room. There is strong belief that
only through this kind of scheduled help can preparing the room

be accomplished in a desirable_ manner. This same person

should be a resource for making changes throughout the year.

C. New feachers are supenvised so as to accomplish two goals.
Reguiar (weekly at least) contacts by administrators and super-
. visors dre used to open communication lines and to identify

problems as soon as possible.-In addition the barriers to

communication between tedchers and principles are consclously
lowered so teachars will more readily share their frue teelings.
Through these types ofexchangesthe expectations ofthe school

can be more clearly delineated.

D. Formal evaludtion ofthe beginning teacher orientation program
is canmied on regularly:. This process _should provide clues to

effectiveness of the program and provide'suggestlions forimprove-

ment. Both an oral discussion and written evaluations should be
U§§d.
E. Schedule d session In January for tsachers and administrators

who are In thelr first two years in the school. Tapics should Include
any changes since school started; plans for the remainder -ofthe

year and a reemphasis of godls. Time should be spent giving
feedback about how the staffis doing andforallowing the staffto
discuss their problems. X ¢

E. Plah ayeat lonig series of social activities that allow the sfaffto get

to know each otherand interest with each otheron a non school
basis. : )




A major problem in smaller schools is maintaining the effective

teacher in the school system. In order to accomplish this.goal
schooldistricts need to develop aretention plan. The following Ideas
are practical suggestions for maintaining effective teachers
in the smaller schools:

eThe most obvious suggestion Is increased salarles for teachers

who choose to remain with the school district. Smaller schools
must have a commitment from the community for a quality

school system if this suggestion s to be Implemnented. Adminis-
trators In smaller schools need to share_the_ problems of

recruitment and maintaining of effective teachers with the
community. If this can be accomplished, quite possibly the

community will suppont Increased local funding for teacher

salaries and extra duty pay: h

eThe community school administrator needs to develop a close

working relafionship with churches, civic organizations, and
other community support systems in order to encourage these
groups to include teachers in their membership. In some

Instances community groups In smaller school districts are
closed to outsiders (i.e;; teachers):. Ifteachersfeel they are part of
the community, then they are more likely to want to continue
their employment.

- ecommunity schools can stiive fo provide or encourage the

community to provide recreational opportunities for teachers,
which may take the form of transportation to area athletic

events, summer softball_leagues; fishing; and boating trips,
amanging fransportation for group travel, for ski trips, sightseeing

tours, or possible trips overseas. Members of the community

would be welcome to participate In these activities. -

eThe community school, In conjunction with landowners and
lending agencies, could make the purchase of property
avaiiable to teachers who choose to buy land. If teachers hiave
some ownership In the areq, they are more llkely to become a

permanent citizen of the area.

14
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Long Range Growth Activities

Placing effective teachers In leadersnip positions has several

advantages. Leadership positions contribute to professlonal growth

as well as personai growth: Teachers see the rewards of more
autonomy; more freedom, and growth of thelr knowledge as being

as important as Increased pay. The prestige of posiflon usuaily
translates to community prestige; thereby doubling the eftect. Some

strategies that districts are now using include the foilowing:
slnitigting intra- or inter-district temporary faculty exchange
_programs - T
eEstablishing insenvice incentive systems_including release

time; college credit, and certificate renewal

sProviding special challenges or assignments; particulary
when dffiliated with pre- or in-sewvice programs =~~~
eEstabilshment meiit increases or other approaches to recog-
_nize éxtraordinary performance o ,
einitiating stress reduction activities ranging from_desensiti-
zation to "venting;” social functions, and physiological stress

reduction exercises; and establishing iocal support systems

for continuous stress reduction:

The following “creative” retention strategies may serve as moti-

vators for teachers and administrators as they consider their
professional future: g

— Paying professional orgdnization dues
— Locdting adequate housing

— Amranging social functions . S
— Sending indigenous persons to college and pay tuition

— Creating higher than usual salary supplements
— Creating inteilectual stimuiation o
— Making protessional literature avaiiable
_The smaller school district, in.concert with the community, can
influence the educationai quality by actively seeking and retaining
effective tedchers. Basic to this process Is a commitment from the

school and the community to provide sufficient resources; especiaily
time and money, to successfully cany out the program. Lack of the
commitment usually dooms the project. Once the commitment is

madse, the venture Is limited only by the creativity of the distriict and its

patrons. This monograph should provide the seeds to allow creative
imagination to grow and prosper, culminating in significant improve-

ment In the teaching and leaming process of the district's schools.
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